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Ultra Suave is the number one brand in the natural segment of the hair care market, with 14.2% 
MS. The natural segment makes up 30% of the total hair care market, and although having 
registered a decrease of 1.4% in the first quarter of 2020, it is expected to grow in the long term 
(Briefing L’Oréal Portugal, 2020).  
In this individual work question, the natural products driven consumer segment is analysed. 
This is because they are the most engaged with the hair care category for reasons concerning 
products’ compositions having natural ingredients. Furthermore, the focus of the analysis is on 
Ultra Suave’s main competitor natural brands Fructis and Herbal Essences, both also belonging 
to the natural segment of the hair care market.  
Fructis was created in 1996, and, like Ultra Suave, is a daughter brand of Garnier. When 
entering the market, Fructis was “the first fortifying shampoo with ingredients extracted from 
fruits, revolutionising the hair care market with its famous green bottles” (Garnier Portugal, A, 
2020). Fructis’ product characteristics assure that the hair becomes stronger, denser, and with 
a more healthy glow. The brand’s values are aligned with Garnier’s values, as is the case for 
Ultra Suave (L’Oréal, 2020). In terms of the brand’s product range, Fructis has always had its 
iconic green shampoo and conditioner bottles. However, in 2017, it went through a rebranding 
process of its products, launching new lines with more modernized packages of different 
colours and formats. The concept around all these new lines is that they have “super fruits for 
super hair” (Garnier Portugal, B, 2020). The products are composed of natural ingredients and 
have no silicone or parabens.  
In Portugal, Fructis is currently positioned behind Ultra Suave, having the second-largest MS 
in the natural segment of the hair care market, of 7.8%. Although being the second in the market, 
its MS is still significantly lower than Ultra Suave’s MS. However, it has increased its MS by 




Herbal Essences, founded in 1971, is a daughter brand of Procter & Gamble. Herbal was “born 
into nature with a free spirit and a joyful heart” and is all about being in freedom to connect 
with nature and letting go of problems by enjoying life (Herbal Essences UK, A, 2020). Its 
products contain botanical ingredients sourced from real plants, identified by experts at the 
Royal Botanical Gardens, KEW, a world’s leading botanical institution, and one of Herbal’s 
partnerships (Herbal Essences UK, B, 2020). It also has a strong sustainability program to 
reduce the impact on the Earth’s landfill and water supplies, with several principles including: 
purchasing renewable energy, reducing manufacturing waste, water reduction, and using beach 
plastic bottles for a cleaner world (Herbal Essences UK, C, 2020). Another aspect of Herbal 
Essences is that it is endorsed as a PETA (People for the Ethical Treatment of Animals) cruelty- 
free brand, meaning that it is formally recognized for having products and ingredients that do 
not test on animals (Herbal Essences, D, 2020). All the characteristics of Herbal Essences’ 
products are implemented in a way that makes sure that the final results of the hair are not 
compromised.  
Much like Fructis, in 2018, Herbal Essences went through a rebranding process, with a new 
relaunch of its logo and general image, “Herbal Essences: bio renew”. This new launch was 
built around products containing a special blend of ingredients working together to clean, 
hydrate, and nourish the hair, and it impacted the visual aspect of products, taking a more 
simplistic approach.  
Herbal Essences currently has the third-largest MS share of the natural segment’s haircare 
market, with 2.6%, falling behind Fructis and Ultra Suave. Although having a significantly 
lower value than its competitors, similar to Fructis, Herbal Essences has increased its MS by 




Fructis and Herbal Essences are gaining MS and shoppers from Ultra Suave, so it is key to 
understand what they are doing to be perceived as natural brands by consumers. An analysis 
based on the points of parity (POP’s) and points of difference (POD’s) between Ultra Suave 
and its competitor brands Fructis and Herbal Essences was therefore conducted, taking into 
account consumer insights. By investigating these objectives, the aim is to achieve the 
following: what can Ultra Suave do in order to better succeed in the natural products driven 
consumer segment than Fructis and Herbal Essences? 
2. Addressing the individual work question 
 
2.1 Natural products driven consumers 
The natural products driven consumer segment consists of individuals who are engaged with 
the hair care category mainly because they are worried about the composition of ingredients in 
products being of natural origins. However, the brands they consider may also be based on what 
has been recommended to them online, from reviews or blogs, since they highly value this. 
They evaluate their considered brands based on ongoing promotions and on products’ 
price/quality ratio. Additionally, these consumers also care that products guarantee the desired 
hair appearance is delivered.  
Concerning this group’s financial capacity, in general, there is a high willingness to spend 
money on hair care products, so long as they are of the standards they expect. This being the 
case, brands have few constraints in terms of pricing. 
From the quantitative online survey conducted, all 18 natural products driven consumers knew 
at least the name of Ultra Suave, 16 of them knew at least the name of Fructis, and 14 of them 
new at least the name of Herbal Essences. The brand attributes considered most valuable to 
them, in terms of which influence their purchase decisions of hair care products the most, were 
analysed in table 2 below. The numbers related to these attributes, classified on a scale of 1 to 
5, were obtained by: grouping classifications 1 and 2 as attributes that are not valued, 3 as an 
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attribute considered indifferent, and 4 and 5 grouped as attributes that are valued a lot for 
respondents. 
Table 1: Most valued brand attributes for natural products driven consumers, with the 
corresponding number of respondents that said so. 
Most valued brand attributes Number of respondents 
Natural ingredients 18/18 
Final hair appearance 18/18 
Price/quality relationship 18/18 
Fit all types of hair 16/18 
Good fragrance 16/18 
% of ingredients visible at the front of packages 15/18 
Products are cruelty-free 14/18 
Good promotions 14/18 
 
The characteristics of this segment and the attributes valued by them regarding hair care 
products will be taken into consideration throughout the remainder of the analysis. 
2.2 Points of parity and points of difference between Ultra Suave and its main 
competitor natural brands 
To understand how Ultra Suave can be perceived as a natural brand when compared to what 
Fructis and Herbal Essences are currently doing, an analysis of the points of parity, and the 
points of difference of Ultra Suave with each brand was done.  
In the Portuguese market, Ultra Suave currently offers fourteen different lines of products, 
Fructis offers eleven different lines, and Herbal Essences offers twelve different lines. In terms 
of pricing, Ultra Suave has the advantage in the following product categories: shampoo, 
charging €13.98/Lt, conditioner, charging € 13.98/Lt, and mask, charging €22.30/Lt. Fructis 
has the advantage in the leave-in conditioner product category, charging the lowest price per 
litre, of €19.98/Lt, and Herbal Essences has the advantage in the oil product category, charging 
€57.90/Lt (Appendix 1).  
The following tables summarize the remaining POP’s and POD’s in terms of the products, the 




















































































































































































































































































































































































































































































































































































































































































































































































































































































































































































Given that Ultra Suave and Fructis’ website and social media pages are the same, as both are 
communicated through their mother brand, Garnier, there are only POP’s in this table. 







































































































































































































































































































































































































































































































































































































































































































2.2.2 Herbal Essences 















































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































2.3 What do consumers value that its main competitor natural brands are doing? 
The quotations used follow the format: (Occupation, age, brand recently bought). 
2.3.1 Fructis 
From the quantitative online survey, the most valued characteristics by consumers concerning 
the brand Fructis were stated. The results its products give to the hair are good (stated by 14 of 
the 16 respondents that knew at least the name of Fructis), its products are adequate for all types 
of hair (14/16 of the respondents), the fragrance is good (14/16) and the brand is considered to 
be modern (14/16), as opposed to traditional, the case of Ultra Suave. This last factor is proof 
of the rebranding strategy of Fructis having been a success, because even though the brand has 
been present in the market for a long time, consumers relate to it as having innovative products. 
The new hair food line, especially, is the line that gives this perception of Fructis to consumers. 
Other than this, respondents believe that Fructis’ packages are attractive (13/16 of the 
respondents), and that it is an affordable brand (13/16), with the majority valuing its good 
promotions. Moreover, although natural products driven consumers value “naturality” of 
products, only some believe that Fructis’ products contain natural ingredients (8/16 of the 
respondents). However, these same respondents believe that its products are vegan (8/16), and 
that the brand in general is very sustainable (8/16).  These respondents make these statements 
with the hair food line in mind: “For me, Fructis is the most natural brand at the supermarket 
because of the hair food line that is made of 98% natural ingredients.” (Student, 30, Fructis). 
Concerning what consumers are valuing from Fructis’ communications, it was seen that in 
terms of offline communication the brand is often recommended by friends and family (stated 
by 13/16 of the respondents), so there is word of mouth. Concerning online channels of 
communication, only half (8/16) think that the brand is being recommended through blogs or 
social media, with the other half not even knowing, meaning that either they do not check or 
follow the brand’s pages, or they do not recall what they are posting about.  
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2.3.2 Herbal Essences 
From the quantitative online survey carried out, the characteristics and attributes most valued 
by consumers of Herbal Essences’ products and communication strategies were stated.  
Firstly, with regards to the products, all 14 respondents that knew at least the name of Herbal 
Essences mentioned that they deliver good results and outlined that its fragrances are very good. 
Then, the majority of respondents stated that the products are adequate for all types of hair 
(stated by 12/14), and that they are quite affordable (12/14), with most saying that the brand’s 
promotions are good (9/14). The majority also believed that the products contain natural 
ingredients in their compositions (11/14), with some respondents saying that its products have 
vegan formulae (7/14): “Everything about Herbal from the name, smell to logo reminds me of 
naturality. The brand is amazing not only for the results, but because it is cruelty-free certified 
by PETA.” (Student, 25, Herbal Essences). Finally, some think that its packages are attractive 
and modern (9/14). Concerning the way the brand is communicating itself with consumers, one 
of the most important factors, mentioned by many respondents, was that they could perfectly 
recall advertisements (by 9/14 of the respondents). However, in terms of the brand’s spread 
through word of mouth, few respondents believe the brand is being recommended either online 
or offline (4/14). Regarding social media pages, the few respondents that follow the brand, think 
that its communication is good, and its content is particularly attractive (5/14). 
3. Implications for Ultra Suave 
 
Ultra Suave is currently not affirming itself as the most natural brand in the market since some 
consumers still make associations of the brand having plastic packages and chemical 
ingredients, and some believe there are simply other brands that better fulfil their needs. 
Moreover, besides Fructis and Herbal Essences already having a strong position in the market, 
they have been gaining MS in the past years, posing an added threat to Ultra Suave. Therefore, 
Ultra Suave must adjust its positioning to better succeed in capturing the natural products 
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driven consumers. Firstly, there are essential characteristics that all brands must have to be 
perceived as natural. These are the category points of parity, based on what was common to the 
three brands in the above analysis: product lines being distinguished by ingredients contained, 
the types of hair they are for, and the results aimed to deliver; brands’ websites providing 
information on product lines, with customer reviews, and having a section for their products’ 
ingredients; and Instagram pages stating that their products are natural and sustainable.  
The common features of Fructis and Herbal Essences, that Ultra Suave is missing, are also 
worth analyzing. As long as Ultra Suave’s direct competitors have extra features in their 
products, it will never be able to fully be considered a natural brand. The main points of parity 
between those two brands, that Ultra Suave should adopt are the transparency in communication 
on all its product packages, reflected by the percentages of ingredients of natural origins 
being stated at the front, and creating a product line for curly hair. These are competitive points 
of parity that Ultra Suave must gain, to be at the same level as Fructis and Herbal Essences. 
It is also important to consider the points of difference of each competitor brand, since if they 
are managing to differentiate themselves in a way that consumers are valuing, then Ultra Suave 
may want to consider similar approaches. Considering their points of difference and the 
consumer insights obtained, Ultra Suave should: 
1. Be more transparent in its online communications with consumers. Ultra Suave could 
develop its own website and social media page, to be recognized as an independent brand, 
making the distinction between itself and Garnier clearer, preventing its image to be blurred.  
2. Partner with institutions that can certify its products for their “naturality” and sustainability 
characteristics since this has proven to increase brands’ credibility. 
3. Explore the use of visuals of nature on product packages, and on advertisements, not only 
to attract more consumers, but most importantly, to emphasize its product origins and brand 
foundations. Investing in influencers that share its values could also enhance this.  
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Besides following competitors’ points of difference, Ultra Suave should also have its own so 
that it can distinguish itself in the market. It already has some points of difference, but it could 
also invest in others, by considering what natural products driven consumers value, that is not 
yet being one. Taking this into consideration, Ultra Suave should: 
1. Continue to invest in extensions and innovations to its solid shampoo product category, 
seeing as it fulfills several characteristics valued by natural products driven consumers. 
2. Make extensions of its dry shampoo and heat protect spray waterless products to more of 
its lines, providing consumers with more options. A recent trend shows that waterless 
products are expected to grow in the next years for sustainability reasons including water 
reduction and for reasons of being practical and saving time (Vogue, 2020). As such, they 
are worth an investment. 
3. Make adjustments on its packages, making them as sustainable as possible, by using the 
least amount of plastic. Refill bottles made of aluminium could be a solution since they are 
refilled from flexible plastic packages that contain much less plastic than a normal one. This 
is something that is currently still not present in the hair care mass market, but that Procter 
& Gamble has announced to do in 2021(Appendix 5). 
4. Limitations 
The first limitation identified was that the natural products driven consumer segment is 
composed by 18 respondents and so, the small sample size may mean results are not as accurate. 
Secondly, since Fructis and Ultra Suave share the same social media pages, it is unclear which 
consumers are following the page for which brand. Finally, given that Herbal Essences’ does 
not have a Portuguese website, information was taken from the brand’s foreign websites, from 
checking the products available at Portuguese supermarkets online, and from in-store 
observations. As such, the information may not be entirely accurate. 
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Appendix 5. Procter & Gamble’s Refillable Shampoo Bottles for 2021 
 
 
